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PREFACE

A Guide for training supervisors in public welfare was begun while

I wasna member of the Division of Technical Training, Bureau of

Family Services. The first draft had been completed after discussions
with and suggestions from, other members of the staff. At the time the
Social and Rehabilitation Service was'organized I was assigned to the
Assistance Payments Administrationi After the Program of separation

of the functions of establishing eligibility for financial ang medical
assisténée and the provision of services was defined, and the simpli-
fied method of establishing eligibility was developed, the guide
'haferial was revised and re-focused to the responsibility of the super-
visor of ineccine maintenance staff, based on the assumption that there
would be separation and the use of the simp:ified method. This is the

goal of the Assistance Payments Administration,

I am deeply indebted to the many people who have given me suggestions

as to content and focus. They include a number of State staff develop-

ment personnel, experienced and newly-appointed supervisors, experienced
caseworkers and new income maintenance workers, as well as my colleagues

in the Central and Regional Offices.

Doris Mae Waring :

Manpower Develoyment and Training
Specialist

Assistance Payments Administration

-Social and Rehabilitation Service

Department of Health, Education,
and Welfare
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DEFINITION OF TERMS

Induction -- introducing all employees to the agency's
philosophy, goals, procedures, personnel policies, and the

physical job setting.

Orientation -~ developing in employees the knowledge,
understanding, attitudes and ability necessary to assume begin-
ning job responsibilities at the time of initial assignment

and reassignment.

Conventional method (integrated, traditional) —_— Thé-conventional
method of determination and redetermination of eligibility for
financial or medical.assistance and the: amount of assistance is
one'which requires verification of statements of fact mede-by

th=-applicant or recipient.

Income maintenance program is used to denote the total program
of establishing eligibility for medical and financial assistance,
including all aspects related to it -- food stamps, fraud, quality

control, etc.

Income maintenance worker refers specifically to the worker

whose primery responsibility is to determine the eligibility of

an individual applicant.

Trainees refer to newly appointed supervisors,



INTRODUCTION

This Guide is prepared for the use of the State Director of Staff
Development and his staff. It is basea on the recognition that each
of the 50 States will differ to some extent in (1) their structure.

£ for utilizing the simplified method of determining eligibility for
financial and medical assistance; (2) the education and experience
of the staff to fill these positions; and (3) = pian for training

of all income maintenance st«ff.

In reviewing programs “For training supervisors from a number of

agencies it was found that the contert and emphasis varied widely.

There is also considers#le variation in the qlans for training.
Some :agencies fave a few daws of ﬁraining, s=fTizient to "get the
supervisor on the job." Hopefully there would be.a follow-up
training‘over a ﬁeriod of time but this has not always happgned.
Others have been given training over a specified period of time --
classrbom sessions alternating with planned periods of work

experience..

The concept of separation has required a careful look at the

differentia; use of staff. By defining the tasks involved in the
, ' eligibility process it has been recognized'that many of these

can be performed by staff with less than a bachelor's'degree;

however, present staff will be assigned té the best advantage to

the agency until such time as vacancies occur.
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The egency's income maintenance supervisors must recognize that the
position of income maintenance worker is a new one. It is not a
watered-down casework position nor & clerical position. While some
of the skills needed to perform the functions incorporated in this
position are drawn from both, new skills are also involved and
must be learned. For example, home visits to determine eligibility
are not required and will not be routinely mmade, yet some'may be
merassary to clarify infonﬁatinn already given or to obtain some
nmmigiven:@nvthe application. Therefore, som= intervieming skills
zr= needer., On the other hand,‘the‘primaryﬁsanrce of I=formeiznm
is.jhﬁfnﬁzﬁntTS statement on the application form and it is skill

in evaluating information on forms that becomes important.

Experienced supervisors will need to look at and adjust to the
present tasks of the income maintenance workers and recognize the
differences in knowledge and skills needed to perform them. For
them, this will involve some new learning and soﬁe unleﬁrning;
developing new hebits and giving up some old ones; and above all, a

conviction that eligibility can be established through acceptance

of the client's own statement about those factors for which Federal

law or policies do not require procedures beyond'obtaining a client's

statement.
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In addition to an understanding of and learning about the spedific
Jobs of all the staff who participate in the eligibility process,
(receptionist, worker, budget clerk, etc.)land for whom he has

responsibility, the supervisor hns to develop skill in supervision.

There is a body of knowledge and a process of training that is

necessary to develop this skill.

This suggested plan seeks to set fourth in an organized pattern the

basic content thatnwili provide & well-rounded training for eligibility

supervisors. The focus is on the simplified method but the scope
= ' and content are applicable to training of éupervisors in general;

the focus and depth would need to be changed according to the program.

A plan for training income maintenance supervisors must take into
consideration ~~
1. Agency's plan for orientation and on-going training of the

eligibility workers.

Orientation of workers in thé past has varied among the States.
- Depending upon the agency's structure, new workers have learned
the eligibility function in a variety of ways ranging from
_éomplete integration with the service aspect to complete separa~.
tion under the direction of the supervisor in the local agency

on the day-by-day Jjob.

A snpervisor must know "what" the expectations of the positions
are that he is supervising. He should know what knowledge and’

skills the worker brings with him.
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Agency's structure regarding separation of the function of

determining eligibility from the provision of services.

It is anticipated that there will continueAté be variations

in the structure agencies will develop in order to use the

simplified method and implement separation. Therefore,

it will be necessary to determine

a. The range of staff positions to be supervised in addition
to the income maintenance worker. (Example: receptionist, -

intake workers, information workers, budget clerks, etc.)

b. The specific duties assigned the supervisor in job
descriptions. (Example: "Promotes a steady growth and’
development of staff éapacities and stimula£es and
encourages understanding of the assistance payment
functions and other services of the agency." What are
the specific tasks this involves? Vhat are the knowledge
and skills the supervisor needs to carry out this assign-

ment?)
Education and -experience of the new supervisor

Undoubtedly the majority of new supervisors will come from one
of three sources -- (1) those already employed in the agency
as social workers with some or a great deal of experience in

the traditional prograni; (2) those already social work supervisors
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who wish to transfer to this program: (3) those income
maintenance workers who meet the requirements for promotion

to this position.

If this is so, they will ﬁave had some (or much) experience

in the traditional program of public assistance. Therefore
developing content must begin with what they already know, pius
what new‘learning is needed, and what unlearning is indicated.
However, it should be made clear that some content may be
repetitious for the members who are experienced agency stéff.
It should be made clear that the focus is on the simplified

method, and how the supervisor makes use of it.

A number of the Suggested Utilization of the Foints of Emphasis
are based on job task analysis. This is necessary if the agency
is to make the best use of its money and staff time. Agency
training is training to do a specific job. Therefore, before
training can begin the Job itself has to be identified in terms

of the specific tasks to be performed.

For example, if the worker's task is primarily to evaluate

-

answers to questions on a form, the worker must know: (a) the

meaning of the questions; (b) what would be an acceptable answer.
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On the other hand, if his tasks also include eliciting answers
to specific questions from an individual, he not only needs .
to know the meaning of the questions and the acceptable
~answers, but he also needs to know something regarding how
people react to answering questions, how to.ask questions, and
so forth. "What more" and "how much" has to be decided in
relatioﬁ to specific criteria. This criteria then relates to
the task to be performed, the educétion and the experience

of the person who is to perform the task.

The supervisor must understand this so that he can reinforce
knowledge as needed and so that he can evaluate the workers

adequately and appropriately.

This training material is based on the following concept of supervision:
1. Supervision is an administrative process which assumes
a. That every staff member in a position of responsibility
for the work of other staff members has an obligation
to give leadership which develops the abilities of the
staff under his immediate direction.in the useful applica-

tion of knowledge and skills on the job.

b. That the use of the sqpervisory;process by those in
executive capacity is a necessary component in the per-
formance of their functions and is therefore a matter of

administrative concern.
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c. That the development of staff is inherent in the supervisory
process and is attained effectively only through the
conscious use of the supervisory process for purposes of

P - Staff Development.

2. Supervision focuses upon the develovment and use of knowledge,

skills, and resources in Job performance.

a. The adequacy of agency function in terms of services to
people in need occurs in-direct relation to the growth
of individual staff members in their capacity to render
these ‘services. Accordingly, supervision, in addition
to having the derivative meaning, "to have a general
oversight of," must focus upon the development of knowledge,
the use of that knowledge,‘and the application of skills

by staff in their day-by-day activities on the Job.

b. The process of supervision, therefore, serves to implement
the smooth Tlow of agency work, to secure greater staff
competence, and to achieve a successful realization of

the program goals at all levels of the agency's operatiomn.

This document is based on the following premises: (Insofar as

the State's plan differs from any one of these premises, the

material in this document will have to be adjusted accordingly.)
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1. That there will be separation of the iuuccions of determining

financial eligibility and the provision of services.

2. That position de%Friptions_will be based on an analysis of the

tasks to be performed.

3. That the client;s statement will be the basis for the

establishment of eligibility.

L, That the income maintenance supervisors will be selected from
current social work or supervisory staff. This assumes the
nevw supervisor will have had some training concerning the
overall goals of the agencj, behavior, interviewing, establish-
ing eligibility and processing an application, the services

provided by the agency, community resources, etc.

5. That the orientation of the income maintenance worker will be

the responsibility of Staff Development, not the supervisor.

Because of the importance of the supervisory role in carrying out

the égency's program of financial and medical assistance and because
this is & new program, consideration needs to be given to the total
content of knowled®e and skills that the income maintgnance supervisor
needs in order to carry out this function. This guide attempts to
bring together in broad subjéct areas a comprehensive content for
training of incéme maintenance supervisors and presents some broad

objJectives for each ares indicated.
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Although the format is similar to that of a learning unit, the
eleven sections ARE NOT LEARNING UNITS. Each section deals with
& broad area of the supervisory responsibility and has been éingled
out independently to call éttention to it. Points of Emphasis

and their suggested utilization are geared to the task analysis

approach. The Points of Emphasis should not be considered total;
they call attention primarily to those specific areas affected by

the simplified method.

It is expected that each section will be developed focused to, the
needs of the particular group of trainees —~- their education, previous

agency training, experience, special responsibilities, etc.

The order in which these sections are presented should not be
considered as inflexible. It is expécted agencies will select material
from it in relation to ﬁhe needs of each group of frainees, including
the depth at which it will be taught, the amount of time needed for

each specific unit and the timing for it.

Experiencg has shown that staff can make the best use of learning if
they have an opportunity to practice as they go along. Therefore, it
is suggested that the training plan be developed with classroom sessions

spaced in relation to on-the-Jjob periods.
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No specific timing plan has been included since agencies will have
to detefmine this in relation t * overall training program
as well as to the education an .ence of the staff. It would
seem that this confent could nét be absorbed entirely at one time
but that it spoﬁld be spaced in relation to on-the-job periods,
over a minimum of a year.  The.plan should also provide for on-going
training sessions to fe—enforce, to suppleﬁent and to prepare trainees

to assume more administrative responsibility in the future.



_ SECTION I
AGENCY'S PROGRAM GOALS AND PHILOSOPHY
- RELATED TO DETERMINATION OF ELIGIBILITY
FOR FINANM~TAT, AND MEDZICAL ASSISTANCE
PURPOSE
The purpose of this unit is to emphasize the importance of examining
the agency's goals and philosophy as a Fesultﬁof the separation of
service and financial assistance since they form the basis for the
new policies and procedufes the agency has developed to implement
the simplified method. Because supervisory staff have responsibility
for implementing new policy and procedures and for interpreting them
to the staff and frequently to the public, it is especially important
that they know the background and thinking that went into these
decisions. A thorouéh understandiﬁg and commitment to the philosophy
and.goals is the basis uﬁon which the income maintenance supervisor

must function in order to carry out his responsibility to the agency.

1. The supervisor must understand the philosophy of the separation
of the function of determining eligibility and the provisions of

_ services-.

Financial assistance and services providéd under provisions of

the Soeial Security Act have been administered as one program

for meny years. Separation of these functions into two identifiable
programs is considered desirable for the purpose of achieving a
uniformly high quality of administration of assistance and services

with adequate program planning, staffing, and financing for both.
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The financial needs of applicants and clients can be met

faster and with greater dignity for the client at the same time
that greater efficiency and economy is brought to agency operations.
The concept of the "right" of the needy individual or family to
enough assistance from public funés to provide a minimum level

of living is a principle being given serious consideration at

this time in our nationai life. Cour£ decisions Have highlighted
legal and constitutionul righfs of individuals in relation to

welfare issues.

The income maintenance function is identifieble and can be
separated as an enfity for independent operation. The assigtance
function is that activity which is entailed in providing

financial and meéical assistance under titles I, IV, X, XiV, XVI,
~and XIX of the Social Security Act from the time of applicationvto
the p;ovision of the assistance payment, and thereafter to assure
that assistance continues to eligible individuals in accordance .
with the various provisions qf Federal and State law and policies.
There are principles andgestablisﬂed methods of administration
which pertain specifically to the provision of financial and

medical assistance.

Certain mandates in the Social Security Act are specifically
required in the administration of the assistance prograhl These

include:
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The right to apply and, if eligible, to receive assistance
promptly, regularly, and continuously, until the individual

or family is found to be ineligible.
The right to a fair hearing before the State agency
The right to have information safeguarded

The provision to receive assistance as a money payment

without restrictions except in specific situations.

2. The supervisor must understand fhe concept of the simplified
method and its relationsﬁip to the success or failure of this
program. |

The simplified method is a plan for the use of a simplified

. A -

form to be filled'out by the applicant or recipient or by
someone serving in his behalf. It is a plan for (1) accepting
the statement of the individual as to the facts about his
eligibility which are within his knowledge and competence,

(2) a testing and validation of the method on a sampling

basis at the time of introduction to assure that it is being’
properly installed, and (3) a subsequent continuing review

of a samﬁle of case actions. This concept recognizes that

. most applicants ghq recipients can set forth all of.the

information that is needed to establish their eliéibility.

In two areas, the policy provides that the agency must proceed

[ERJ!:‘ with other methods than the client's statement - when professional
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determination as to permanent and total disability or blind-
ness is a factor and the requirements as to determination

whether training or employment was refused for "good cause.”

3. All supervisors should have the same ﬁnderstanding of the Federal
Regulation. This would include:

The specific provisions of the Regulation

Interpretations given by the Federal Government of each

of these
The requirements that agencies must meet to implement it

What their agency has done or needs to do to implement the

7 regulation

L. The supervisor must understand the goals- and philosophy of the
agency in relation to this program, including hﬁw the plan works
within the agency in relation to the social services program; how
the job will be accomplished through the supervisory and other staff;

and what career future there is for all staff.

5. The supervisor needs to understand his place in the agency structure,
both to the administration and to the workers for whom he is respon-
sible. This concept is reflected in the following definition of

supervision by Wilson and Ryland:
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"Supervision is a relationship between a supervisor and
workers in which the supervisor, because of his knowledge
and understanding of himself, of other human beings, and
of the agency function, and of the social situation, helps
the workers to perform their functions and to céoperate

in the accomplishment of the puxpose for which the

agency is organized."
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' OBJECTIVES
1. To learn the program goals of the agency, for both financial

assistance and social services.

2. To understand the agency's philosbphy of helping people in the

income maintenance program.

3. To clearly understand the Federal regulation concerning the

simplified method for the determination of eligibility.

k. To learn new policies and procedures resulting from the agency's

actions to implement the regulation, including utilization of

staff.

5. To understand the relationship of this program to the agency's

social services program.

6. To identify the resyonsibility of the supervisor for carrying
out this progrem--to the administration, to the worker, to the

applicant, or to the general public as needed.
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POINTS OF EMPHASIS

1.

Program Goals and Philosophy éf the Agency

Althéugh this document is based on the assumption that the majority
of eligibility supervisors will coée'from present agency staff, and
therefore, could be expected to have heard the program goals and

philosophy of the agency presented in their previous agency training,

it is impertant that these be included again in light of the new

method . These form the basis of the new policies and procedures
the agency has developed to implement this method and an under-
standing of the background and thinking for these changes is
neéessary if supervisors are to be able to carry out their

administrative responsibilities.

Because this is a new program that has brought about a number of
changes in the agency, it is especially important fhat the director
of the income maintenance program present this to the supervisors.
At times supervisors will find that'they represent the agenc&
to the public and they should have the security of hearing from
thg director his interpretation of this important aspect. Included
in this content should be: -
A. Program Goals of the'Agency
1. The revised agency structuré (use a chart or other visual
aid) to show thg lines of responsibility and relationship
between the'eligibility brogram and the social services

program.
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2. Cereer ladders. Because it is expected that many agencies

will assign the income maintenance positions to staff with

less than an AB degree some provision should be made as

to how the staff can progress within the agency structure.

This will apply to all sﬁb-professional staff, as homemakersz

day care center operators, etp. The Harris Amendment indicates
these should not be dead-~end Jobs. How and under wﬁat-conditions
do income maintenance workers and otherg advance? What
provisions re education and further training does the agency
provide for them?. —~

3. Nevw regulations or laws or policies developed to implement

this program and the reasoning behind the decisions made.

B. Agency's philosophy of helping people in relation to the simpli-

fied method

1. Acceptance of the ciient's statement.

2. Other recght Federal regulations that affect services or
prograﬁ, Fraud, Legal Services, Use of_Subprofessionais and
Volﬁnteers, Fair Hearing, Locating Absent Parents.

3. Plén for keeping public and applicants informed of the éerv—

ices availeble] including financial assistance.

. j—
2. Acceptance of the client's statement for determination of eligibility

instead of an "investigation."

Recent Federal policies have focused particular attention on recognition
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of the Human and Civil Rights of individuals in their dealing
with public vwelfare agencies. The present regulation of the
simplified method is an outgrowth of these policies and
~practices. The emphasis has been on the individual as a primary
source of information, oh his right to consent for contacts made
about him with others, on the necessity of giving him advance notice
of purpocsed changes in his assistance, and on other requirements that
aim at assuring his rights and respect for him as a person. The
use of the client's statement in determining his eligibility was
emphasized in relation to the Medical Assistance Program and in
connection with Title V Project under the Economic Opportunity
Act adm}nistered by the Department of Health, Education, and
Welfare. The purpose was to simplify determination and expedite

the provisicn of services to the individual and his family.

The regulation provides every opportunity for the agency to accept
the client as the chief source of information. However, for those
instances in which the agency.needs to také further steps in the
- eligibility process by more traditional methods, when there are in-
consistencies or gaps in the information presented which cannot be
reéolved by returning td the applicant and which, to a prudent
person, suggest the need for further exploration. A full
investigation will be conducted only.under circuﬁstances sPecifiedA

in the regulation or in the Validation or Quality Control process.

Other factors involved are:
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The meaning 6f the "prudent person" must be thoroughly under-
stood. The provision regarding the purdent person applies to

the particular case that might indicate further inguiries

should be made, additional substantiation or verification

should be sought. For example, there may be inconsistencies
between infermation currently given by the applicanf or

recipient and esrlier agency records which would need to be reconciled
either by going back to the individuél or by other verification.
It would not apply to all cases in any categofy or evemn a
significant proportion of the total. The "prudent pefson"
concept cannot be used ag'the basis for continuing the
investigation of all eligibility factors routinely.

ﬁo face to face interview is required nor routinely necessary.

In an individual instance questions may arise based upon specific
information that can be cleared up only by a visit to the home.
These are specific and épplicable to an individual situation; for
clients who are helpless or cannot gather their own infqrmation,
the agency should make other provision for helping them file an
application. It is expected that the majority of these can be
clarified by a telephone call'or by letter. '

The Validation Process or Quality Control process and the super—

visor's relationship to them should be clarified.

The purpose of the continuing review of sample cases is +to
provide a way for testing the effectiveness of the sttem. This
review will enable a State to know whether, and the nature'of,

any problems that have ever arisen.
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d. Case recording will be limited and the record will be
available to client under certain ' i¢i‘ ons. (See
regulation on Fair Hearings) Sinmz .'.e application form should
have the basic necessary information to determine eligibility
only pertinent information relative to those items not
completed on the application would be needed, plus any
ﬁécessary agency $orms. No narrative recording should be

necessary.

3. The.State agency's program in relation to the Fedéral Regulatidn
a. Specific provisions
b. Interpretation of these provisions
c. What steps agency has taken, is taking, or plans to take to

implement this regulation.

4. The supervisor's responsibility in relation to this regulation
a. To clarify his own ﬁhinking and'feelings about the new method.
b. To understand his administrative responsibility to the agency
for seeing that this program is carried out.
c. .To help the income maintenance worker understand his Job and
develop skill in determining financial and medical assistance

for all applicants.
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SUGGESTED UTILIZATION OF POINTS OF EMPHASIS

Since £his Section relates to broad basic information needed by Super-
visors in order to 'perform their function, quite a bit of reading will
be indicated and sufficient time should be allowed for this. The Fed-
eral Regulation should be studied as well as new regulations and proce-
dures of the agency resulting from any simplification, reorganization
of structure and assignment of staff. Ample time for discussion and
clarification of questions should be allowed. Both negative and posi-
tive attitudes may be present about some of the details and these will

have to be dealt with.

1. Discuss the Federal Regulation in relation to each of its parts.
Note the Federal interpretation for them (these are included in the

regulation attached).

2. It is recommended that the State Director or the Director of the
Income Mainteqance Program present the Program Goals and Philosophy
of the Ageﬁcy. Include:

a. Discuss the State's regulations in relation to fhe Federal
Regulation and give the reasoning behind changes in laws or
procedures that have been made to implement the simplified
method. Include plans for further changes.

b. Using a chart or visual aid show the revised agency structure
for income maintenance and service programs. Point éut the
lines of responsibility and relationship between the two
programs. What problems are showing up? How does.he think the

Q . supervisors can hélp with them? .
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c. Discuss the agency's rationale for assignment of staff. What
are future plans? What future is there for this group of

£ : supervisors? What requirements will they have to meet?

. 3. Develop several critical "jncidents" around difficulties in
relationship between the social service workers and income

‘maintenance workers. Have group discuss what information they have

now that would help them resolve this. = 77 o e




SECTION II

UNDERSTANDING THE FUNCTIONS OF THE INCOME MAINTENANCE STAFF

PURPOSE

'Because the trainees will, in most instances, have been a worker in
the agency at some time, we may be temptéd to take for granted that
they understand the ng of the income maintenance worker. They

probably do as they performed it, in relation to establishing eligibility.

But they are no ionger workers and they need to look at this Job in
relation to the specific tasks involved in it and at their responsibility

'toﬁard it.

Too often we think of supervisidn in terms of the supervisor and the
worker who .deals with the client directly, but the supervisor will
undoubtedly have other staff for whom he iz responsible. This will

depend upon the agency structure and its staffing patterns. For exampie,
will the total function of establishing eligibility be ca¥ried out by

one worker or is it to be divided among several —- receptionists, reviewer,
telephone worker, budget clerks and resource analysists. Their task§

will be different. The supervisor will need to understand the functions
of all staff for whom he is responsible. The trainee should look at

these Jobs individually and as they relate to each other. This will

be helpful to him in planning and managing the total workload for which

he is responsikle.

He not only needs to know the tasks that each of his staff is expected to

perform but he also needs to know:
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a. What a worker brings to his Jjob in the way of education and
experience
b. What the agency provides in the way ofvhelping these workers

begin to develop competence for this Jjob.

Without this knowledge the supervisor cannot do his Jjob in developing
.a relationship with the worker, in carrying out the evaluative responsibility

and in the teaching and enabling aspects.

Whatever the agency's staffing péttern and structure, the principles and
suggestions in this Sectionvapply to all sta}f to be supervised. The
content would need to be focused to the specific:§§§5§ of the particular
staff under discussion. Example: receptionist -- what are the specific
tasks for whicﬁ she is to be held accountable, what direction will she need

for performing those tasks, what training will she need, what kind of

supervision?




SECTION IIX
PAGE 3

POINTS OF EMPHASIS

The following should be inciudsd in th= supervisor's training:

1.

Identification of the iicame maint=mance staff and their functions

for which the supervisor is ‘to be responsible.

It will be necessafy to define the particular staff to be
supervised. The trainees may already know this or they may not
yet have been assigned. If not, the Instructor should make every

effort to find out so that all necessary resource material is

‘available. This will include position descriptions, charts of staffing

patterns, etc. The positions will include, in addition to the

worker, the receptionist, information-giving worker, outreach worker,

. budget clerks, filing clerks, secretaries, resource workers, and

others according to the staffing pattern and size of the agency.

Recogﬁition that the functions involved in establishing eligibility
are task centered. Identification of the tasks is necessary since
pr descriptions are usually written in general terms. The supervisor

must understand for what the worker is held responsible. This is

imperative if the evaluation of staff is to be accurate and objective.

Based upon the job specifications and clarification of the
education and experience required for each staff to be Supervised .
becomes important. Areas that-will, or may, need specidl attention

should be noted. Afso, mre any staff bverly educated or exmperienced

AR
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for a particular position. If so, this could be important in

managing the workload and assignment of tasks within a given

unit. Fof example, if an income maintenance worker has a BA

and more experience but chooses to remain as an income maintenance
‘ ~ worker certain responsibilities might be delegated to her, such

as reviewing all budgets or meking all contacts regarding relative

responsibility.

b, As stated earlier,ithis document assumes that Staff Development
will be responsible for the initial training of the income
maintenance worker, If not, Staff Development must take responsibility

for not only developing the content needed for training the income’

maintenance worker but also for training the Supervisor to perform

this function.

If Staff DevelOpmenf does train the' income maintenance worker, a

revigw of content should be incl;ded here, as well as suggestions

as to how the Supervisor can meke use‘of this knowledge. The

following points should be highlighted:

a; The philosophy of the simplified method presented to the
eligibility staff, including personal contacts, how and when

visits will be made, écceptance of the client's statement,

meaning of the "prudent" person.
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b. The evaluation of the declaration form for determining
eligibility, including the process for determining the
amount of the grant, handling of special grants and other

items. r

c. Questions on the form that may require close supervision.

d. How to recognize clues for needed services, both from thé

application and in personal contacts.
e. Relationship to other agency personnel.
f. Relationship to supervision.

g. The details of the following will have been covered in previous
sessions bﬁt should be reviewed here so that the supervisor will
knovw the details of training given and the points emphasized.

1. Processing the application for approval.
2. Processing the application fér denial.
3. Recording of information.

}, Piling of application and notation of date for redetermination.
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SUGGESTED UTILIZATION OF POINTS OF EMPHASTS

1. Identify all staff which the trainees will supervise.
2. Provide each trainee with a blank copy of Chart I. Using the
position description for each staff position identify the tasks

for each.

3. Using Chart II, list the knowledge and skill for each task in
the income maintenance worker position.
L, Select several items from Chért IT and have group discuss
a. Whose responsibility for training for beginning performance
(staff Development or Supervisor).
b. If Supervisﬁr's, discuss ways‘he will do this.
5. From a specific case situation have group identify:
a. what tasks the worker performed.
b. was task performed adequately?

c. what help the worker may need.
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SECTION 1.:

THE SUPERVISORY RESPONSIBILITY

PURPOSE

The responsibiliéy of an agency for providing services to the community

is accomplished through a variety of staff. Looking at the position of
the supervisor in the agency structure it becomes apparent this is a

most strategic one. A chart of the staffing of the agency usually

shows the supervisory position located between the administrgtive

staff and the staff providing direct services. Therefore, the supervisory

responsibility flows both ways -- up as well as down.

The administrator is dependenf upon the supervisor for presenting
information to him as to what is happening to people. From them he
learns how the services are being given, where and what problems
need attention. On the other hand, the service staff look to the |
supervisor for clarifying policy, for keeping them current on .new
regulations and procedures and for maintaining conditions that permit

them to do their Jobs.

These activities are some of the administrative reéponsibilities-of
supervision. It is important that the new supervisor sees himself as

a part of administration right from the beginning.

It is the purpose of this section to introduce the trainee to the
scope of supervision, to see it as a part of administration, to recognize

the teé&hing component and the enabling aspects.
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The trainee brings to his assignment his own ideas of what supervision
is based largely upon what his own experience has been. There may be
both negative and positive feelings. In addition, he is taking on a
new resbpnsibility, and it is normal for him to have some anxieties at
such a time. Understanding what supervision is and his responsibilities
in general will provide him with a basis for moving into the specifics
of the Job. Recognition of what he brings from his previous Jjob
.expérience will provide him with some security as well as a bench mark

from which to move aliead.

OBJECTIVES

1. To identify the components of supervision

2. To identify the specific tasks for which the agency holds the

supervisor accountable.

3. To affirm knowledge and skills the new supervisor brings to the job

and assess the additional knowledge and skills acquired.
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POINTS OF EMPHASIS

1. The components of supervision
~ Some States have definitive statements in.their manual regarding the
philosbphy and functions.of supervision. if so, this should be the
basis for developing learning in this area, for it is within this
framework the trainee will be expected tq perform. If the agency has
none, the Staff Development instructor may wish to have the group

develop & statement now consistent with the expectations as given

in the agency's job description for supervisors.

A prepared list of definitions of supervision is attached (Chart I).
These definitions reflect the scope of supervision as seen by several
authorities in the field. These definitions use the terms "administra-

tive," "eﬁabling" and "educational' which seem too broad for this
purpose. Because their meaniﬁgs sometimes overlap, it fébéuggested
that the specifics of the supervisory functions-be thought of in
terms of:

.l. The supervisof's responsibility to the worker (helping,

‘enabling and teaching)
2. The supervisor's responsibility to the agency -- (administrative)

3. The superﬁisor's responsibility to the community -~ (administra-

tive including public relations)

4. The supervisor's responsibility to himself -- (professional

growth, self awareness, self evaluation)

Q -
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However, the Wilson and Ryland definition has been selected as
a basis for developing this material because it is quite specific,
can be broken down into parts for discussion, ahd reflects the total

aspects of supervision.

The Tasks of the Supervisor

The agency should use its own Job description for the income
maintenﬁnce supervisor. Usually these are written in general
terms. -If the supervisor is to be evaluated on how well he
performs, the agency has the responsibility to make known to
him what are the specifics on which he will be judged, and what
knowledge and skills are necessary to perform this function.

If he does not now possess these, the agency should make known

to him how it plans to help him "grow and develop" as a supervisor.

The knowledge and skill each trainee bfings to the Job should be
related to those listed in the supervisor's job description. It is
imbortant that the ;rainee undefstand what in his past record of
experience, education, abilify and so forfh has led to his be;ng

considered for the supervisory .Job.

S

LS

The néw knowledge and skills needed

As‘the trainee looks ét the responsibilities in the supervisor's: job,
he will see that there are some areas in which he has not had
experience. Thesg new areas of responsibilities will require new

knowledge, and new skills to be developed. For example, he will



SECTION III
PAGE 5

need more understanding of {a) how to control the flow of work;
(b) how to conduct a group conference; and (c) how to develop

staff capacity.
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SUGGESTED UTILIZATION OF POINTS OF EMPHASIS

1.

Clarify with group the meaning of each of the components of supervision --
administrative, educative and enabling. Give .special consideration

to the enabling compconent, as this is often taken for granted.

(mechanics of doiﬁg the Job, providing adequate space and equipment
including up-to-date or current resource material, getting interpreta-
tions, clearing the way to operate, cutting through red tape when

necessary, etc.)

Provide each trainee with a list of the attached definitions.
Through discussion, note the focus of each one and similarities.

How does each one relate to the components of supervision.

. Use the Wilson and Ryland aefinition:

"Supervision is a relationship between a supervisor and

workers in which‘the éupefviso:, because of his knowledge

and understanding of himself, of other human beings, and of

the agency function, and of the social situauion, helps the
workers to perform their functions and to cooperate in the
accomplishment of the purpose for which the agency is organized."

- Wilson and Ryland

Break it down into several parts: '
a. Relationship between supervisor and workers
b. Supervisor's knowledge and understanding of himself
cC. Supervisor}s knowledge and understanding qf other ruman beings

d. Supervisor's knowledge and understanding of the agency's fuuction
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e. Supervisor's knowledge and understanding of the social
situation
f. Supervisor helps the workers -
to perform their functions

cooperate in the accomplishment of the purpose for
which the agency is organized

Discuss each of these points separately, noting what each means,
what knowledge and skills are involved, how each point contributes
to the total, helping the trainee to see the scope of their

responsibility ~- that is something more than "checking eligibility."

Special attention. should be given to helping the trainee look at

himself and how he affects any situation.

L. Provide each trainee with a copy of his Job description. For each
item included as duties in the supervisof'; job description have
trairees 1ist the following:

a. The tasks involved

b. The knowledge. needed to perfg;ﬁA£gé tasks

c. The skills needed to pérform the tasks

d. The component of supervision to which each of the duties

"is related

Chart II could be used as one example for helping the trainee see what
is really involved in his Job and to heip-him determine what are the
knowledge and skills with which he will need help.)

ERIC

IToxt Provided by ERI
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Have the trainees 1list the knowledge and skills each brings to
the job at this time. (Can refer to Job description §ection on
minimum qualifications and qualifying experience) Have them
select those that have special implication for the supervisory

responsibility.

Have group identify the tasks they performed as workers,, which

they will no longer perform as supervisors. Handle any feelingé

about this.

Have the group select from the Jjob descr;ption the kinds of
responsibilities that will be new to them, for which they have
not‘had responsibility as a worker. List these and oppdsite
each, list the knowledge and skills which will be needed in
order tobperform these tasks well (see Chart II).' Have group
list these in order of priority for training under your'agency's

plan and in relation to their previous agency training.
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CHART I

DEFINITIONS OF SUPERVISION

"An educational process in which a person with a certain equipment
of knowledge and skills takes responsibility for training a

person with less equipment" - Virginia Robinson

Charlotte Towle defines supervision as an administrative process

with an educational purpose.

"Supervisioﬁ is a dynamic enabling process by which individual
workers who have a direct responsibility for carrying out soﬁe
part of the agency's program plan are helped By a designated staff
member to make the best use of their knowledge and skills, and to
improve their abilities so that they do their job more effectively

and with increasing satisfaction to Themselves and to the agency.

"The suparvisor's respmsThilities are both administrative and
educative in nature; regularly scheduled consultation is considered
a primary means. The Zacus of superwision will shift with the

development: and growing mbilities of bmth worker and supervigor.

"The ultimate objective mf supervision is that through more
effective effort on.the part of its workers, an agency's services
are'improved in quality and its central purposes come nearer to

fulfillment." - Margaret Williamson



SECTION IIT
PAGE 10
"Supervision is a relationship between a supervisor and workers
in which the supervisor, pecause of his knowledge énd understanding
of himself, of other human beings, and of the agency function, and
of the social situation, helps the workers to perform their
functions and to cooperate in the accomplishment of the purﬁose

for which the agency is organized." - Wilson and Ryland
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CHART II

DETERMINATION OF TASKS INVOLVED IN THE SUPERVISORY JOB

Relates to What
. Component of
Tasks Knowledge Needed. Skills Needed Respongibility
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DEVELOPING THE SUPERVISORY RELATIONSHIP

PURPQOSE

Witﬁout understanding the meaniné and use of the supervisory
relatiqnship, the eligibility supervisor ma& see his job as simply
checking requirements and budget figures. It is important, there-

fore, the supervisor be quite clear about what it is,

If fhe'trainee were a former social service worker in the agency, he
may have learmed to use the relationship with some skill with the
client. Now he must understand how he uses the relationship with
the worker. As a worker, trainee may often have known intellectually
the componeuns of the relationship, but was not always able to apply
_them. We, timerefore, can expect the new supervisors to see its
‘Obvious mis-use, but they will need help with the more subtle ways

in which they-may violate the relationship.

How the supervisors can use the relationship with‘workers, as well
as helping the worker to use it in the eligibility process, will need

plenty of time and practice.
Basic to the .developing of a good relatlonshlp is the understanding

of human behav1or. The focus, content ang depth to which this knowledge

(Example: former social service worker) and the kinds of ip-service

: tralnlng they have had, if any,
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As workers, the primary emphasis was on understanding and dealing
with the client's behavior. Now the trmimee must learn “to und=rskand
behavior In order to:

1. Help thke worker grow in undérstanding and dealing with the

behavior of clients and his own part im it.

2. Apply his understanding and knowledge to the worker's

behavior in all aspects of his Joh.

3. Develop an awareness of his own Tehmwior as it affects the

carrying out of the supervisory responsibility.

‘Item 1 is the basic ingredient in the worker-client relatiorship and
should be the primary focus of the individual conference.. Ttems: 2
and 3 are basic to the development of:the&vorker—supervisor ra¥ation—-

ship.

This contént should focus on the meaning of behavior to (1) prepare
the supervisor for the expected and unexpected behavior of the workers
and (2) help the trainee see himself as a human being first, with

some prejudices, épecific ways of working and ways of responding to

‘the world that are peculiar to him.
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OBJECTIVES
1. To use the elements of the relationship effectively.
2. To develop a relationship appropriate to ‘the supervisory
function.
3. To review the meaning of worker's actions in relation to elients.
4. To understand worker's behavior in relation to the supervisor.
5. To develop an awareness of himself as an individual.
6. To develop behavior patterns appropriate toc the supervisory

relationship.
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POINTS OF EMPHASIS

1.

The concept of supervision as used in this material is based

on Wilson and Ryland's definition (see Section III) "Supervision

is a relationship between a supervisor and workers in which the
supervisor, because of his knowledge and understanding of himself,
of other human beings, of the agency's function, and of the social
situatioﬁ, helps the workers to pgrform their functions and to
cooperate in the accomplishment of the purpose for which the agency

is organized."

it is important that the trainees are quite clear about the
elements that make up the successful supervisory relationship and
that they all have the same understanding of these el&menfs. Based
on Biestek's material, the seven elements are restated in tefms

of the supervisor-worker relationship.

a. Purposaful expression of feelings - the supervisor recognizes.
the worker has a right to present his side of any problems

in his own way, including his negative feelings.

b. Controlled emotional involvement - the supervisor is sensitive

to the worker's feelings and tries to understand what they

mean and make appropriate responses to them.
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c. Acceptance - the supervisor accepts the worker as he is,

with some good and some not so good qualities.

d. Individualization - the supervisor recognizes the right
of the worker to be an individual, not as any individual,
but as this individual, with all the things that make him

unique and different from others.

e. Non-Jjudgmental attitude - the supervisor recognizes that
he is not a judge of the worker as a good or bad humen

being but evaluates the wdrker's actions objectively.

f. Self-determination - the supervisor recognizes the right
and need of the worker to make his own choices and decisions
as far as possible within his capacity'to do so, legally,

and within the program of the agency.

g- Confidentiality - the supervisor respects the information
given by the worker and shares it.only with his consent

and in his best interest.

2. In order to pfomote a successful relationship, it is important
that the supervisor understands the workef as an individual. To
accomplish' this, it is necessary to individualize him as a worker

would a client in trying to help him develop on the Job.
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If the workers are from the client group or from a minority group,
the trainee will need to develop special skills -in- understanding

how these elements can be used effectively with them.

How well the trainee understands himself - his own needs and his
own behavior patterns - will be very important to his ability to

develop a good relationship with the workers he supervises.

If trainées are former sociai workers in the agency, the use §f
the supervisory relationship will‘be very important, especiaily
around any feelihg the trainee may have regarding.changes in
procedures and policies the agency has made in order to implement

the simplified method. This can be both positive and negative.

The supervisory relationship is not confined to the indi#idual
conference. It is an on-going daily perscnal thing that is
involved every time the supervisor has any contact with the worker

or with the worker's efforts.

The subject of human behavior is broad and complex.
a. Human behavior means how a person reacts to a given
situation, person, group or community, not behavior in the

sense of moral approval or disapproval of an action.



]

SECTION IV
PAGE T

Human behavior is directlyvrelatgd to the satisfaction

of human needs. If a basic human need is not met or ﬁot.
sufficiently met for a particular individual, he will react
in some manner. One cannot pfedict how he will react. It
may be with discouragement, impatience, indifference,
belligerencé or confusion. Many factorslwill be involved
in a particular reaction to a given situation. Often all

that is involved in the behavior will not be understood.

" However, we should understend that:

1. 'Any person's behavior at a given time will be the

result of many factors

2. Some of these factors are probably real and immediate

- 3. Some may be rooted in events that have happened to him

over a period of time

4. The behavior in some ﬁay represents his effort to

satisfy his particular human needs

The behavior of any person in a barticular situation is

usually conscious, that is to say it is more or less

deliberate. However, in meny situations at least part of

any behavior exhibited is prompted by the subconscious.

-
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d. Reactions tend to be exaggerated when a person is
confronted with a new situation or when new factors are

injected into a situation.

e. Individuals tend to react primarily on the basis of

feelings and emotions.

8. Defenses are devices used by everyone (both workers and supervisors)
o face unpleasant and painfﬁl experience more comfortably. Some
defenses are qonstruct;ve and enable the person to function better.
Some defenses are destruEtive and tend to keep the person from

functioning at an adequate level.

It is important that the supervisor determine (1) what actually
are ﬁhe worker's defenses; (2) what purpose are they serving the
worker at this time; (3) how flexible are they; and (U4) how

constructive are they.

9. Local cultural patterns that may affect behavior
a. No supervisor can hope to know all cultural patterns. He
does need to be able to identify and to acéept a worker's

feelings that include those arising out of his culture.

b. Supervisor needs to develop an awareness.and sensitivity

that come from a knowledge and appreciation of cultural
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differences so that he and the worker can take joint

responsibility for dealing with them.

c. Supervisor must take responsibility to bring out conflict
that arises from cultural differences and to help worker
- ' resolve it when the solution to his problem impinges. on a
choice between cultural values. This is especially

important when minority groups are involved.

d. In addition the supefvisor must be aware of the pressures
exerted by certain cultures to make the individual conform
and must recognize that he may unwittingly represent one

of these pressures because of his different culture.

10. The importanée of self-awareness and its effect upon the
supervisory relationship.

a. Supervisor as an individual.

b. Supervisor as he reacts to social situations, te authority,

and to elements in the relationship.

11. The importance of awareness of dependency -- what constitutes
it, how it can develop, how the organizational structure may
foster it -- both by workers on supervisors and by supervisors

on workers.
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SUGGESTED UTILIZATION OF POINTS OF EMPHASIS

1. Provide the group with a copy of the revised statement of elements
in the relationship. Enlist from the group illustrations of how
each is applied in specific situations. _For example, referring
to élement number 1, a worker is consistently late in getting in

required reports. Relate elements to handling this.

2. Have the group develop an individualization chart for a worker.
What do they think should be included? (Chart I attached) Why?

How would they use this?

3. Develop several sample problems utilizing an individualization
chart for a worker plus questions involving several of the elements.

In small groups discuss possible approaches to helping this worker.

L., Select several teams (one as worker and one as supervisor) to do

role play based on these or other problems.

5. Precoare some vignettes from records of. supervisory conferences that
show good and poor understanding of the relationshiz. This should

include both obvious and subtle incidents.

6. Discussion to clarify "behavior is purposive" including both positive
and negative aspects, how people react to having to ask for help,

prejudices, defenses, and so forth.
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Review content regarding behavior as included in the worker's

training in relation to clients. Help trainees transfer this

content to their own role with the worker.

Have the group develop a list of the kinds of negative behavior

they may have to deal with (Example: tardiness, failing to keep

appointments, sloppy work, over staying lunch and coffee period

and so forth). Discuss: (1) need for analyzing why this behavior

occurs and (2) what the supervisor can and should do about it.

Have group discuss their own attitudes andvfeelings that hinder

or help workers. Relate these to exercise number 3. Have each

member develop a list for each of the following:

8.

Things that make me angry
Things that frustrate me
Things that make me impatient

Identify those that are likely to be present in the work

situation

How would they affect working relationship
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10. Discuss any.cultures present in your agency's Jurisdiction.
What are the patterns that may react negatively? What attitudes
or feelings may arise and need to be watched? BStress the positive
approach. This will be especially important if workers are from

a variety of cultural or minority groups.
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INDIVIDUALIZATION

Some of the knowledge needed by the supervisor in order to individualize
a worker:
Appéarance
- ' Age
Sex
Health problems
Formal education
Agency training

Work experience - 1. Prior to employment with agency
2. Prior to assignment to this Jjob

Family relationships or situation that may affe~t the
Job

NOTE: The emphasis on development of such a chart is on helping the
worker. This is a beginning tool that the supervisor can use
in later sessions, adding to it items needed in relation to

giving specific kinds of help.
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THE TEACHING ASPECTS OF SUPERVISION

PURPOSE

As stated previously, this document assumes that the initial training
of the Income Maintenance worker and other Income Maintenance staff
will be done by Staff Development. _If not, Staff Development will
train the supervisors to &gégg. While some of the material in this
section will be applicable to that, it by no means encompasses the
total content for prer.cing the supervisor for that responsibility.

The focus of this section is to hr1lp the supervisor gee that he is

not a classroom teacher but that he assists the worker to learn on
~the Jjob. His responsibility is focused to (1) helping the worker -
apply his initial training to the day-by-day job, (2) teaching him
new knowledge such as policy changes, new regulations, how tc use

new forms, etec., (3) utilizing his knowledge to increase the worker's

skills, etec.

Responsibility for this function will be new to many of the trainees,

. and they will undoubtedly have some anxieties about it. To carry

out this function it will be necessary for the supervisor to understand
(1) what this responsibility involves; (2) ways in which people learn;
(3) why some people do not learn ‘easily; ghd (4) how to utilize his

own knowledge in helping the worker grow on the job.
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OBJECTIVES

1. To identify the supervisor's teaching role in relation to the

Staff Development program.

2. To help the trainee un7erstand his unique place in the worker's

learning process.

3. To utilize learning principles in supervision.
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POINTS Oi' EMPHASIS

1. It is very important that fhe supervisor understand what his
training responsibility is in relation to that of Staff Development.
- Thg.Staff Developﬁént responsibility includee the following four
areas:
a. Teaching the basic knowlgdge'fequired
l. To meet job expectations, which increase with length

of work experiences
2. To expand »n agency program

3. To broaden the agency's goals by increased services

to clients

b. Teaching knowledge and methods, new to the agency's staff,

that are required to implement a new program successfully

c¢. Teaching knowledge in the field of social work or other

professions involved in implementing the agency's programs

d. Increasing the competence of an identified group of staff
when program evdluation, made at regular intervals, indicates

the need

On the other hand the supervisor, along with the other functions

of administering and implementing, also has an enabling function.
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This means:

a. He prdvides lermning exnerdences %o enable the workers
to use, on the job, the knowledge and skills acquired from
previous educational and life experiences, including what

he has learned in former training semwsions.

b. He provides learnimg #Xperiences to deepen the worker's

knowledge and understanding of his job.

c. He maskes avasilable information that wilkl w®nable the warker

to give mOre effeetive services to an individual client.

Review initial training for new Income Maintenance worker to
point out the responsibility that Staff Development has, contrasted
to that of the supervisor. 'Identify the knowledge the new Fmcome

Maintenance Technician will neeZ firom tive supervisor.

How People Learn

Whiie the supervisor's teaching respdnsibility is different fram
that of Staff Development, the éame learning principles are
applicable. Experience and agency training have pointed consistently
to several simple principles of learning, especially appiicable

to on-the-job training.

a. Begin where the worker is.
We need to determine what knowledge and skills the worker

brings and begin at that point. This can be done by looking
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at the experience record of the worker, the job specification,

and the agency training.

Motivation is esmential

We meed to understand what motivates people to learn.

What factors are involved? Which of these can the supervisor
do something about? If supérvisor cannot, what is his

responsibility for letting worker know?

Learning is more rapid when the value and usefulness of
knowledge is recognized. If knowledge is repesated, does

worker understand why?

New ideas must be tied up with knowledge already acquired;

the unfamiliar must relate to the familiar.

In helping the worker apply new knowledge or to apply the
knowledge gained in Staff Development to the specific situa-
tion in the workload, the supervisor will want to relate this
knowledge'to something already learned and to show the worker
how that knoﬁledge can be applied. Using iilustrations that
show this relationship is one way to help, or have group

develop situations to which worker can apply the knowledge.



SECTION V
PAGE 6

Individuals learn as they make active application of ideas

"presented to actual problems.

Example: Hafe group select several items from Staff

Development training given new workers and develop a plan
to help workers apply this tb a specificAsituation. It is
difficult to determine the total amount of knowledge that

may be needed, but it is essential that no ideas or material

be present that cannot be related to the actual Job the

worker is doing or will be doing within the very near future.

People learn in different ways and often require a combination

of opportunities; not everybody learns by reading.

We have only to look around at the different ways in which
we all learn and the preferences.people have for éertain of
these ﬁedia in order to understand this principle. For
example: What is it that children learn from TV before they
ever go to school? How many people learn through lookiné at
magazines which reflect information through pictures? People
go to the movies; they go to lectures. What are others?

What equipment does the agency have? (Overhead projector;

tapes, films, etc.) The supervisor needs to explore and to

'
i
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be able to use them with some skill in helping her workers
as eppropriate.

(Note to Staff Development: Which have you used

or are using in training supervisors? Help group see

how you used them.)

Motivation of workers to learning
Motivation to improve one's kngwledge and skills or for any action,
is affected by many forces - some within the worker himself, some
by the supervisor, the agency and/or the community. It is in

this aspect that not éll workers can be motivated and that is why
it is necessary to look at the motivation in terms of not only

the worker, but also of outside forces as well.

Supervisor has a responsibility to bring learning needs of staff
to the attention of Staff Development. He should participate
in various phases and in varioué capacities of the Staff Development

program.

Methods through which the supervisor teaches
a. Individual Supervision -~ provides opportunity for working

on individual problems and needs of a worker.

b. Group Supervision - offers an opportunity to provide general

~ information or dealing with common problems.
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c. Role Model - for the worker to observe znd learn from

the behavior and activities of the Supervisor.

(Note) These methods are dealt with more fully in Section VI.
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SUGGESTED UTILIZATION OF POINTS OF EMPHASIS

1.

L,

Select a spgcdfic task of the worker's, such as budgeting. Have
group develop stgps involved in the supervisory responsibilicty

for enabling the worker to perform this task. Relate to items #1
and #2 (in Foints of Emphasis) regarding the supervisor;s function,
and Staff- Development training. Example: What did Staff
Developmen§ teach workers regarding budgeting. Based on this

what are the next steps for the supervisor?

Select a specific task of the worker such as providing information
regarding eligigility requirements by telephcne. Have group develop
a plan for helping the worker improve by application of the learning

principle. '"Begin where the worker is." How do they determine

_ "Where he is" in .relation to a task?

Break into small groups to develop a list of 'the factors involved

in motivafing workers to improve knowledge and skill. Select

' those about which the supervisor can do something. Determine

when and hov.

Discuss each method (individual conference, group session, role

model). From their own experience have group illustrate what can

best be learned from’each. Emphasize importance of Role Model.
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METHODS OF SUPERVISION

.

" PURPOSE
One of the frequent complaints heard today is "lack of communication."
There never seems to be a lack of rumb?s, however, and this is a direct
result of poor communication. It is alsovvery poor for morale. One of
the basic prihciples of Administration is to "pring the staff along."

This section will provide for a review of the ways in which staff are

kept informed as well as ways in which direct teaching and learning takes

place.

Within an agency a variety of meetings are held for staff. Some are held
for specific staff; others for partial staff and still others for total
staff (incluaing clerical). The pgrpose; durafioﬁ; and content will vary;
in relation to the agency's structure and needs. A supervisor needs to be
-aware of the purpose and conténﬁ'of all meetings in order to coordinate them
with and integrate them into the total plan for.helping his staff grow on

the Jjob.

‘Agencies differ in structure and size. However, in general, the following
are.the usual kinds of meetings held. If the agency has others, théy ghould
be in;luded.
' 1. General staff meetings
2. Unit meetings

3. Supervisors' meetings

4, Others
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Both anxiety and confusion about the "authority" the supervisor has,
and how hé uses it, will undéubtedly be present on the part'of néw
supervisors. Clarification of what it is and how it is used will

be important especially in (1) the one-to-one relationship; and

(2) the group'situation. Specific attention should be given to each

situation.

The usual methods of supervision are:

Individual conferences

Grpup conferences

Use of Specialists

Use of Consultants
Fach has its own particular way of helping the worker learn and grow,
There is need to understand this, as well as what each demands of both

‘the supervisor and the worker.
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- OBJECTIVES

.10

To give the trainee confidence through showing him there are
accepted, recognized methods of doing this Jjob which he can
master by applying himself.

Help the trainee recognize prejudices he may have about methods
of supervision as a result of his experiences as a worker.

To use the supervisory authority positively.

To use agency meetings effectively in the development of the

worker.
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POINTS OF EMPHASIS

1.

w:

Trainees will have participated in some of the meetings held by.
the agency but not in all. It will be necessary for them to look
at all agency meetings now in terms of (1) what they providé for
enhancing their own knowledge and skill and (2) how thej can be

used to help the workers.

The degree of effectiveness of a conference depends upon the

purposeful planning as related to staff needs and program development

énd to the choice of method most appropriate to the end result
desired. Preparation fof any conference is essential by both the
gupervisor and the worker. This will be especiaily’important if
the tréinee has been supefvised as a worker by & person who
prééticed the "open door" type or "supervision on.the hoof™"
(caught in passing!!) Expe;ienéexhas shown how difficult this

is to deal with whén‘training supervisory staff who have already

developed this kind of practice. While no one questions the

need for the availability of the supervisor in time of genuine

need, the constant use of this method raises serious questions
concerning the supervisor's ability to develop-a meaningful
supervisory relationship with his workers, as well as to any

lasting benefits to the worker.

This makes clear .how important it is for the trainees to understand
what is involved in each method, what the advantages and disadvantages

of each are, and how to determine which method is appropriate in order
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3, The Individual Conference is the crux of the supervisory process.
A worker may more readily accept help when it is offered in private.
In addition the help can be better related to the worker's individual

pattern of learning.

The individual conference enables the supervisor and worker to
deal together on

(a) the worker's application of policy and procedures;
(b) attitudes toward people or situations;

(c) priorities in work management;

(a) evaluation of performance including recognition of
strengths on'whicﬁ the worker can build and:concrete’
help in the specific areas of need; and

(e) on reCOgnitiop of individual learning needs.

On the other hand, a worker may be ovefcome by the "authofity" or
pover of the supervisof that He functions less well in the one—to—one‘
relaﬁionship. There is less opportunity for testing thinking since
only two people afe involved and again, 6n¢_is the supervisor with
authority to make a decision independently. The worker has no

opportunity to learn from the mistakes of others.
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Some criteria for the individual conference are:

(a)

(b)

(c)

(d)

Conferences should be regularly scheduled. Both worker
and supervisor should know that time is kept for the

conference,

The worker participates in this process - a continuing

assessment of his needs and acccmplishments.

oL

Conferances shouldfnot be interrupted and be private.

The length of the conference will depend upon the need
of the worker and type of problems presented. Sufficient

timeﬁto accomplish the purpose should be allotted for this.

Group Supervision depends largely on the ability of the supervisor to

develop leadership. While trainees have been (or are) members of

a variety of groups, few mayvhave had much experience as leaders of

groups in a job situation. Experience has shown that this kind of

assignment usually arouses anxietj and fear of varying degrees., If

~the vrainee also is feari™ ! of authority himself, or does not understand

its significance, he fails tc assume. his basic responsibility as a

leader. He should feel some confidence in that members of training

groups usually accept certain controls and aﬁthority as a part of

helping the group accomplish its purpose,
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Individuals need to have a clear upderstanding of the roles gssigned
them in the group, their riéhts and responsibilities. However, the
leader needs to be aware of the basic attitudes toward authority and
the.behavior by which the attitudes are expressed. The leader deals
with several personalitiés at the same time and will need heip in
léarning to respond positively. It is the inter-action of the thinking
of the members and contributions of all that contribute toward solu-

tions or goals.

The group leader must understand his function. In training, these
would be related to the establishment of the agenda, the arrangement
of the subject matter, the division of task responsibility, and the

goals of the agency.

If group process is moving toward the successful achievement of the
group's agenda, then the members of the group should participate
~ both. in developing the‘agenda, and actively in the discussion. The

purpose of each session should be clearly defiﬂed and stated.

The same knowledge and skill the Staff Development Instructor uses
to conduct these training sessions are appliceble to the supervisor
in group supervision. It may help the trainee to be made aware of

this.
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Some methods for conducting a group supervisory conference are:

(a) The supervisor presents material either from cases or

assigned reading.
(b) The supervisor asks provocative questions.

(c) The supervisor leads the discussion, summarizing at end,

pulling out the essential points in relation to the purpose.

(d) A worker is assigned a specific task around which to ‘lead

a discussion.

The meaning of Authority. It is important for the trainees to

understand the meaning of authority as a supervisory respohsibility.

If their expe{}enée with it in supervision as workers has been

" negative, they are undoubtedly frighténed of this responsibility

and will fail to use it dppropriately. Even in everyday life the

word "apthorit&" sometimes has come td have extreme meanings~-the
"authorities" who handle lawlessness vs. those who demand protectivé
authority. Some may also bring a negative attitude stemﬁing from their
personal life gxperiencesQ Therefore tiﬁe needs to be given to
thoroughly.examine its meaning.aAd components as an administrative

tool, an educational tool and an enabling one.

The supervisor's authority is usually thought of as {1) the authority

of competence and (2) constituted authority. The trainee has been
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promoted to a supervisor's position usually on fhc assumption that
(a) he has the degree of competence in practice that is required
to facilitate the work of his staff and (b) that he understood and

used positively the procedures and regulations of the agency.

Therefore he brings some authority of competence in his knowledge,

experience and skills developed as a worker.

Constituted authority is that which is'inherent in the position.
For the supervisor this authority is to determine.whether'work is
satisfactorily completed, to evaluate the work of the staff for

raises and promotions. These are the expectations of the agency.

There may be times when the.use of a specialist is important to

furthering the competence of the worker. Usually this would be

~ provided in a group conference. The supervisor must take responsibility

for ﬁhe effective use of such a person through appropriate selection,
preparatidh and briefing of,the‘person, content, guiding the discussion
and follow.up'on utilization of the knowledge énd skills brought by
the.specialist. The content should bé related to the ability of the
group at that given time and its usefulneés to them. Sequence of
knowledge is as important here as in any place in training. Sometimes

a specialist will haﬁe to be aware of any needs resulting from lack

of adeQuate preparation. The need for adequately briefing the specialist
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(so that e#amples used are translatable to the Qorker's Job) and

the agreement on points to be covered cannot be over stressed. For
example, with agencies converting to the use of COmputers; it may

be effective to have a demonstration of how one works. This might

be related to common errors.made by wofkers either through lack of
knowledge ér carelessness, or an expression of general interest. The
focus and content should be related to the reason. Again, such 8
demonstration would come after the workefs were familiar with and

were able to use the data being processed.

The use of a éonsultant is similar fo the use of a sPeciaiist, though
one is more often.employed in a one-fo-one relationship-in relation.
to a spécific problem or need. The same criteria for preparing the
Consultant fér the éonference, as well as for the preparation and

participation of the stsff member obtain.
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SUGGESTED UTILIZATION OF POINTS OF EMPHASIS

1.

Have trainees develop 1list of meetings in which they participated
as workers. Indicate for each meeting ﬁhe following:

(a)A when and how often held

(b) who called the meeting

(c) what was its purpose

Add to this list other agency meetings that will now involve them
as supervisorsf ‘Indicate for each of these the-same items as in

No. 1. Help group (a) define how each meeting serves the agency's

purpose; (b) relate this to how they can use these meetings to help

their workers; (c) how they may add to their own knowledge and skill.

For example:..They will now attend a meeting for supervisoré. Here
they can bring to the Administrator's attention suggestions and
Problems. They can exchange views and test thinking with peers.
Supervisors' meetings provide opportunity.to clarify all points and
have thorough unde;stahding of new materials so they -can interpret

easily -to workers.

Discuss with group, what they as workers found positive or negative
about individual conferences, group superviéion, and other aspects of

supervision. Relate these to the following.
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Through discussion, develop the following for the individual

conference:

(a)

(b)

(c)

(a)

What kinds of help can be given through this method?

Some criteria for a good confer~nce.

How the supervisor uses the relationsh}p to help the worker.

How the supervisor uses knowledge of human behavior. (Relate

to elements in the relationship)

Have a copy of an individual conference ready for use as the basis

for applying the above criteria.

Prepare a simulated situation for an individual conference. Have

trainee  develop the preparation for this conference, then do a role

play around it. Example: A wbrker is falling behind in the number

of applications he is expected to process.

Through discussion bring out

(a)

(b)

(c)

ways we are all members of some groups.

what makes the difference between our participation in a

social gréup and this training session?

what is our rgle in each? What rights do members of a

group have? Wrat responsibilities do members of a group have?
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(d) In what way does our role change when we become a leader?

(e) What are the functions of the supervisor as a group leader?

. 8. Discuss "authority" in relation to léadership.
(a) Develop questions for a discussion to help trainees see
authority as a positive component of their Job -- not a
threatening one. Relate to their supervisory functions
and responsibilities and (agency goals), their use of
- knowledge of human behavior, and ability to develop a

Lelping relationship.

(b) What kinds of behavior might be expected in relation to

authority? How can this be handled?

(c) What have they observed in other places and how was it

handled?

9. Through discussion develop the following for the group conference:

(a) What kinds of help can be given through this method?
(b) Some criteria for condﬁcting a good gfoup conference.

(c) How the supervisor uses the relationship to help several

workers at the same time.

(d) How the supervisor uses knowledge of human behavior.
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Discuss with group how Staff Development has used group methods .
in these training sessions. (Very helpful in evaluating our

training)

Select a topic around which to plar a group conference. Have
trainee develop the prepafation tus this éonference, involving
(a) deciding upon agenda, (b) assignment of tasks, (é) how this
will affect agency goals, (d) what situations are likely to arise
that might produce negative behavior, (e) how leader would handle

it.

Discuss with trainees experiehces they may have had as workers
in relation to a specialist. Was it in aAgroup or individual
session? For what purpose? What did they think was good or

bad about it? What factors made it so?

Have group select some aspect of the worker's job in which they
mightvuse a specialist. Decide upon criteria needed to make

it an effective experience.

Have group select some aspect of their own Job in which they

might use a consultant. Develop a plan for his effective use.

Discuss some criteria for making an appropriate selection of

t+he method to use.
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TOOLS OF SUPERVISION

PURPOSE

Many of the "tools" of supervision are familiar to the trainee who

used them as a worker. (such as work schedules, day sheets, records,
etc.) Now he should see trem as a tool for fulfilling his super&isory
role. ThisISection'has been included as a separate one because often.
these items and others are looked at only in relation-to their
impértance to the agency function and not in relation to their impor-
tance in the day-by-day relationship with the worker or in the evaluation
brocess. In addition, the agency's structure for separation for deter-
mining financial assisténce and providing serviceé may have affected
some or all‘of t):em and the agency's emphasis will have changed‘accord-

;ingly.

The use of the declaration for determining eligibility will have affacted
what goes into & record and, therefore, how it can be used by the super-
visor. For a trainee whe has been in the ag;ncy under the integrated
plan this willi haVe‘realvmeaning ahd there may L2 some negative feelings:

resulting that will have to be dealt with.

In additior, there will be some tools new to the trainee that arn
important in carrying out this function such as the supervisor's note-
book, Reports of Fair Hearing, Agency reports, Reports of Validation

end Qﬁality Contril findings, the job description, and evaluations.
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OBJECTIVES
1. To make use in the supervisory role of those tools trainees heave

used as workers.

2. To learn some new sources and methods of obtaining information

for understanding or helping the worker.

3. To utilize the recording of eligibility information under the

simplified method.
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POINTS OF EMPHASIS

1. The supervisor's notebook is his running record and "Memory Bank."
No one can remember all tie details and the information that are
essential and that relate to several workers. The notebook is

an orderly record of each worker.

2, Individualizatinn of the worker is the beginning step in developing

the notebook.

3, Under the simplified method, recording will be limited and case
records will be available to clients under certain situations.' What
criteria has the agency developed regarding contents of the case

record.

4, Findings of Validation and Quality Control can be used (1) to help
wérkers; (2) as.a vasis for the supervisor's checking on nis own

plans; (3) to interpret program to the community; and {l) accountability.

5. Records of Fair Hearings serve as a basis for group discussions
to determine_points'regarding establishing eligibility that are being

over-looked.

6. The job descriptions and evaluations are the rases on which the
supervisor builds his;plén for helping the worker and from which he

evaluates himself as a supervisor.
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SUGGESTED EXERCIIES

1.

Ppovide samples of each form, record, card file, etc. that the
\ B

worker uses., For each one discuss the following:

a. What is its purpose?

b. Clarify the meaning of all items on it.

c. Trace its course through the eligibility process to show

its relationship to doing of tasks.

d. Emphasize who has final responsibility for the information

it contains.

e. What purpose each might serve in relation to supervisor's

res‘ponsibiiity to the community.
Do thé same for each form,., record, etc., that the supervisor uses.

Deal with supervisor's notebook separately. What should it contain?

. Its purpose? Have group decide how each tool used by the agency

should be a part of the¢ supervisor's notebook in her planning for an
individual conference and evaluation for promotion. Relate to the

use of individualization charts; to the Job description.

Examine severel clie. »e~rords to note inrluson of extraneous

material. Review agency policy for recc:'i: under simplified method.
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5. Bared on several zctual Quality Control reports (both individual,
if available, and composite) have group discuss:

a. What afe the findings

-

b. How does supervisor use this information
1. To help the worker
2. To evaluate his own work

3. To interpret to the community

6. Discuss how z report of Fair Hearings can be a tool for supervisor

to use in Group cc¢nferences.
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~ KIOWLEDGE AND USE OF RESOURCES

PURPOSE

Agenciés differ in the strucfure provided for receiving requests

for assistance varyiﬁg from the large agency with aﬁ organized intake
department to the small one—wdrker agency. Many peoplé will come to

request only information; others will come to request help with a
necific problem with which the public assistance agency may or ﬁay
not. be able to nelp. The application form to be used in the simplified

method mey have a place ior.the applicant to state yhether of not he

wants>he1p witﬁ a problem; or the agency may_have a specific plan for

obtaining.this information.

Whatever the a@epcy size or structure, or whatever the way in which
the person makes his recuest for help, someone in the agency has the
responsibility for dealing with the request. Whoever has this
responsibiliﬁf should know how to'recogniie clués that denote needs,
R .

even though unspoken, either thrqugh observation, through listening
to what the person said or through what he writes on a form. (The
adency will have set up procedures for referral between services.)

Appropriate referrals to outside agencies given in a professional

way ephance service to clients.

In addition publiz welfare has responsibility to develop resources

when none are avail.ple. Therefore, not only does the supervisor have



SECTION VIII
PAGE 2

responsibility for seeing ‘that the workers know what resources are
available, that they select apprOpriate resources, #nd that they
follow good referral practices, but the supervisor also must under-

stand his role in developing needed resources.
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OBJECTTIVES
1. To learn what resources are available -~ both within the sgency

and the community

To make appropriate selection of resources

To practice good referral prccedures

To understand supervisor's role in developing new resources
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POINTS OF EMPHASIS

1. If trainees have had experience as social workers, special

--en should be given to limitation on the responsibility

—_

for giving services and brOCedures for referral sho&ld be spressed.
Many may have real difficulty in giving up this function and may
express negative feelingé. If so, working thréugh this can be

a positive experience to the group, Also, some workers will have

a positive reaction to this change.

2. A distinction sho:".d be made between the giving of information

and making a referral.

Definitions for referral are not easily available. One definition
is: '"referral is that service which brings toguiher the client

ana the appropriate resource in such way the client recognizes

his need for it and can use it effectively, and the resource adapts

and relates its service to the client."

Information service should be available not only to applicants,

but also to the general public. Many people may meke general
inquiries about avéilable resources with no intent of applying for
financiai'g§sistanCe.' At yhe same time some may contact the agency
having identified some area of his living with whiéh he is not
able_to cope completely through his own'resburces, but knows that

he wants help, and may have some idea that help may be available
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if he knows where to go. The worker must have the abilify to.
identify the real nature of the request for information.. The
worker must alsc have accurate information and be able to give

it with warmth and understanding. The worker must have knowledge

of what is available both within the agency and community.

Requests for service received by telephoﬂe frequently can be
referred immediately without a visit to the agency. The better
qualified the intake worker is, the better the rererral made at

that point.

3. -The Income Maintenance worker may refer persons to resources
within the sgency; while some 1cy services are common to all,
(such as medical, financial assistance) different groups may have

speciai needs -- the aged, disabled, childrern, families.

L. Resources within the agency would be the other service progrems,
or people such as specialists or consultants. The agency will
undoubtedly have developed specific procedures to follow in making

use of them.

Resources available within the community:

a. Directory ﬁith'local agencies end their programs (requirsments)
b. State and Faderal resources

c. Posgsible ccomunity, non-orgunized resources - church and

ERIC ' civilian groups or individuals
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Kinds of referrals commonly made by Income Maintenance worker

&. To client on where to obtain information needed to ccmplete

application

. To client on where to obtain service requested, not provided

by agency
c. To the social services department within the agency
d. To a community resource
e. To a specific individual

It is essential that workers understand what good referral practices
are. The supervisors will be respohsible for seeing that these
practices are followed. A feferral made in a professional ﬁay is
most important. if not, the client may feel ;ejected and not

seek further help, or another agency may become critical of public
weifare, or thg image of public welfare may be Seridﬁély damaged

in the eyes of the community. Theréfore workers wil; need to be
helped to learn good referral practiceg and be held *o them. Some
of the essentials in making a good referral are:

a. The worker and the client determine what the problem is.

" b. The worker describes what the resource has to offer and

encourages acceptance. The client cennot use the resource
unless -he is sure of what can be expected of the resource

and what it will expect of him.
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¢, The worker makes clear to the client that certain information

must be shared and obtains permission to do so.
d. The worker avoids making commitments for the other agency.

e. The worker makes sure that the other agency is in a position
to consider this refeiral and to take the needed action to

help the client with his problem.

T. Most agencies have put their intake policy into writing. There
are frequently written agreements betweén agencies with responsibilities
and limitations well-defined. The trainees should be familiar with

those agreements made by the welfare agency.

8." There should be a clear understanding on the part of both agencies
what role the welfare agency shouid play in the future, if any.
. Follow-through is an integral part of the referrsl process. The

method and frequency would depend upon a number of factors.

9. Referrals are made in several ways or a combination of them:
a. A telephone conversation giving preliminary information about
the client and the hature of his problem. Later total informa-

tion nece _ry for complete referral can be sent by letter.:

b. A letter can be written giving all available information which

would help the cther agency give the appropriate service.
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C. A conference may be held to discuss the problem and

action indicated.

The total referral service plans should be an integral part of
the case record. This is particularly important when follow-
through is. indicated. Since Income Maintenance records are

limited, the agency will need to decide what should be included.

Referral service has a definite public relations aspect. A poor
referral either in choice of resource or in unprofessional pro-
Cedures‘can have a negative effect upon the agency's image. A
poor referral may also make the inquifer feel rejected and so not
seek further hélp Therefore, both the selection of the resource

and the referral pProcedures are equally 1mportant

Resources within the community may be limited or inadequate.
Keeping rgcords and analyzing réferrais, those made, completed
satisfactorily Ar'rejected, will assist the agency in detergining
what resources need to be imprpved, to be deﬁelofed and to ¢hat

extent,

The ‘supervisor is in a strategic position in the agency to bring
to the attention ofAthe Director the requests made to the agency

for which no resource can be found. Also, through wis contacts'



with other agencies he can give leadership in mobilizing interests

in deing something about it. Much will depend upon his understanding

of the referral process and of his administrative role as a leader.
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SUGGESTED UTILIZATION OF POINTS OF EMPHASIS

Have group identify the differences between infermation giving
and referral service and what the Income Maintenance worker's
involvement is in each. Discuss agency's structure and plan for

pfaviding information.
Review the feelings clients may have in coming to the agency to
ask for help as w2ll as unusual behavior sometimes seen.

Have group develop criteria for good referral practices.

List the kinds of information clients frequently need for completing
application. For each kind of information, have the group discuss
possible resources for the client and how to help the client utilize

then.

‘Review sgency's procedures for referral to Social Service progran

in agency.

Discuss content needed in making a referral, relating to ways

referrals can be made.

Prepare several sample applications that inelude clues for needed
services. Review to help trainees spot them and determine if
agenéy can meet or if referral to another agency should be made.
Discuss how the supervisor would help the worker -- what the worker

needs to know -- how does the worker learn this.
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Have the group list the common services needed by different
groups -- aged, disabled, children, families, Indicate which of
these can be met ==

a. Through the agency itself

b. Through community resources

Note those for which there does not seem to be a resource available.

Relate to number 12.

Have the group listen to several tapes of a variety of reguests
that include both poor and effective referrals; include contrast

in voice and choice of words to help illustrate.

If there is no local resource directory, have the group work up a
plan for developing one (Relate this to the leadership responsibility

of supervisor).

Discuss example of card files -- the value of an office file versus
the individual file. How is it kept current? Who has the responsi-

bility?

Prepare & situation in which-a need is noted and no local resource
can be found. How would the supervisor go about developing such a
one? This should bring in the administrative elements of the

agency as well as the contacts with other agencies in the community.

‘Review all written agreements that agency has with other agencies_

Note where these can be found for ready reference.



14, Discuss agency's procedures for recording of referrals and for

anaiyzing them.

15, Use situations involving repetcussicns to a poorly handled referral.

Note how this could be avoided.




SECTION IX

WORKLOAD MANAGEMENT

PURPOSE
Trainees will need help in moving from responsibility fér a single
workload to responsibility for the total workload of the unit with

all that this entails. This can be overwhelming and they will need

help in éstablishing a perspective as well as priorities in relation toir™s

program and staff.

The responsibility of the supervisor is to see that the work of :the
office or unit is carried out effectively and quickly, and to see that
the worker carries out his responsibility of determining eligibility

in a prompt and efficient manner.

Managément of the work unit involves planning, organizing, scheduling,
assgigning tasks and establishing controls. The method is that of

direction rather than of teaching.

Skillful planning of the work scheduie provides for both long-range
ané immediate needs. Work flow has to be maintained, deadlines met and
emergency situatigns handled. Under the best planning, however, the
unexpected occur. However, dealing with the emergencies or "sugervisian

‘on the hoof" is not only inefficient but is a waste of time.

Good planning affects the morale of both the supervisors and the workers.
Continued crises do not. They are physically exhausfing and they do

not contribute to the carry-over of learning.
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OBJECTIVES

1. To focus on the total workload
2. To plan, direct, and coordinate the activities of the workers
3. To establish priorities in getting the Job done

4. To evaluate the total workload in terms of meeting agency's

goals
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POINTS OF EMPHASIS

1. Understanding what makes up the total workload. This includes
the following:

a. The number of applications per month received by the agency.

b. -The number of applications per month this unit is expected to

handle.

¢. The number of redeterminations per month this unit is expected

to handie,
d. The number of workers available.

e. Other workers involved under this supervisor - receptionists,

telephone, budget clerks and so forth,

Iy

The time required for processing an application.
g. Other (Fair Hearings, Denials, Referrals)

2. Planning is the process of eéﬁsgicugly selecting and developing
the best course Qf action. It involves both general and specific
objectives, Each day's work is accomplished fairly routinely and
easily; long-range planning is more complicated since it has to
take into consideration many factors -- time, people, changes in
procedures and the unexpected. However, the rewards of good planning
are many, -- saves time, forestalls questions, less confusion and ‘Jgf

produces better quality of work. Flanning will let you run the

: JOb -- not let the job run you.
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3. Providing for consistent coverage of the workload. This includes:
a. Analyzing worker's loads to adjust assignmgntg'as to gsize and

tasks.

F. Planning ahead for anticipated absences and arranging coverage

of workloads.

c. Permitting flexibility in working hours to meet individuals'
needs.

d. Providing emergency interviéw or service %o client in worker's

abgence,
e. Other - P

L. Allocating staff time for maximum quantity and quality of performance:
a. Keeping a check on worker's use of his uime and coverage of

his load.

=

Helping workers to organize schedules and develop efficient work

habits.

c. ©Setting up controls to time the necessary reviews for
. reauthorization of assistance, hearings in court, or other

special treatments.

d. Listing for worker-anticipated ésgignmentS'tg be accomplished

3

in the coming period.

L]
o
ot
e
[
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I@pfgving_wark standards and procedures through staff studies

and discussions, ineluding:

a. Insuring c@ﬁman understanding of all staff of new policies
or programs and of ways to interpret them.

b. Giving purpose and focus to group discussions and group

projects.
Efficiency of the work in the office is often related to the
physical features. Recognition of negative factors, if any,

and ways they can be improved.

Some areas of work must be done by supervisor alone. Some areas

could be completely or partially delegated to warkérs, such as

checking arithmetic on'buﬂgefs.



SUGGESTED EXERCISES

— = ¥

1. Prepare statistical material that will show the total agency

workload - both services and financial assistance.

) a. FEmphasize the variety of staff needed to do this Jjob in the
total agency.

b. In the Income Maintenance Program.
c. Identify the staff under direct supervision of this group.

2. Trace the processing of an application from point of receipt to
mailing of check. Note:
a. Who the people are involved in this process.
b. Points wvhere breakdowns in processing can occur. *
c. What steps supervisors can take to improve the situation.

3, ‘Identify the specifics in "planning, directing, and coordinating"
activities of the workers,

4, Using findings of Validatign Unit, determine (1) denials; (2) surpected
fraud; (3) errors in eligibility factors, and discuss how these
relate to evsluaticn'af total program.
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Have each trainee develop a list of all the activities for which
he is responsible, Based on this:

2. Determine thase that occur
Taily

Weékly

3emi~monthly

Monthly .

Occasionally

¢. Using the list of those occurring weekly

(1) Revise list in order of priority
(2) What regulations govern priorities (Example: time limits)?
(3) Set up a week's calsndar for these activities

Have group draw up a tentative schedule for one month for themselves,

based on the tasks they are expected to perform., How realistic is

Discuss the physicalrgrcblems in the agency that affect adversely

the work of the office. How can the supervisor handle?

~Through discussion, have trainees develop a plan for helping their

workers manage their workloads. Relate plan to Group Supervision

(Section VI).
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9. Make a list of all the items that have “deadlines.' What kind

of records or files assist a worker to meet them? assist a

eet them?

o]
=)

supervisor t




éECTIEN X
EVALUATION
"PURPOSE
Every_agéncy'has scme kind of pgiiey about étaff evaluations féf
pramétign, and every staff member hés some feelings about it, depending
_ 1gp§ﬁ:his experience with it. .The trainees vili uﬁaéﬁbtéﬂiy have a
vgésitive attituée since it was through this process tﬁat they were pro-

moted to their job as supervisors.

Most staff'ﬁiii'hévé'gn uﬁiefsténding anﬂ'aceeptaﬁce of évaluatién as

‘a means of helping workers become better in their performance so that
they individually, and as a group, contribute to the agency's total
Pragram§ or as a means of earryiﬁg out the teaching.fungtién; or even
as'arﬁééns of self-evaluation for the supervisor. Few, however, will
ﬁﬁdéﬁstand evaluation as a process to determine personnel aéﬁien involving
sélafy edvancements, promotions, demetiéns, ﬁismissals, re—iﬁstatements,
and Séparatian due to reduction in force. VTEis aspect of the evaluation
?récess is-related to the rating prgéedﬁres of the Merit System of the
_Spaﬁe. ;The,trgineés will need help in dgve;aging_segurity'in translating

 this process to the rating procedures,

' The purpose of this section is to help the tirainees understand the
evaluation process as a part of supervision so that it can be used
positively for the benefit of the agency, the worker and the supervisor.

,:,Mﬁch of the égntegt in Section VI dealing with the individual conference
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gill be applicab;e;but wiil néed to be réﬁfacﬁsei to the rating

aspect. Trainees will need to see that it is an on-going process
beginning when the worker first reports on the jaﬁ and g@ntiﬁueé in
some waj until he leaves a particulﬁ% jQE and/or the égéncfi Théy will

need to understand the agency's plan for promotion of workers gince this

e

s a realistic mstivatian_f@f improving on the job. This is important

There is another aspect of evaluation that is often overlooked. ‘It is

recognized that there ccmes a time when regular supervision ceases and

the worker should use consultation instead. This is especially important
for long-time workers in the agency. How does the agency determine -

+this?

Theisu;gessfnl use of the evaluation process depends upon the recognition

that it is related to the worker's performance of the tasks assigned in-

the Job. Knowledge of the policies, understanding the specifics in the

rating schedule and of the use of the evaluation process can reduce
negative feelings and make this a meaningful experience to both the

worker and the supervisor.
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OBJECTIVES

1. To evaluate staff uniformly in relation to job ::iesguzmsii;i'li*tiesi.:f
2. To learn the agency staﬁdardsrfar Pramctian!

3. To usé reséurées availablé to workers to prefare for F?amaﬁicn_
k. To determine when the worker should move éé cénsultatianf

5. To use this process for self-evaluation.
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POINTS OF EMPHASIS

1. Evaluation is an integral part of supervision. It is a continuing
process between the emﬁiaﬁee and his supervisor. 7It is on-going
in that there is a cantinuéusly mQVing forward =- a growing. The
process is identified by gradual changes that 1ea& toward a
paft;cular resuit -— growth. There is a béginning, or starting

point léadlﬂg to a gaal target abject1v2- X Target)

2. The“stafting point must be a knawlgdgiigf jab':équirements'as'réiated
t@'agéﬁgy=funetieﬁé, agency ﬂbjectivesg péiicies,-gfecedurgsg ani
community resgurces and relationships. ~ Job £2quireﬁenﬁs shcuid
identify the tasks and responsibilities. ‘upon .which the wcrkef will

_be evaluated.

Evaluation is of job-performance and not-of a person -apart from his
Job. It is specifie‘in relaxian to the ;éb actually assigned to
the worker, and the facus shauld be kept on what is required to do.

*  this Job by this worker in this agency.

3. 4An analygig af the present Bnd past perfermance as a basis for
aetting géalﬁ and for helping the wmrker move toward them is an

= sentigl first step This can be dane by ahservatian, feading and

h, The superv15ar must have respect for and a real understgnding of the

individual persanalities and patentialities and quglifiaatiuns. The
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reiati@nshiprbetveen the supervisor and -worker is the foundation
for effective evaluation. There must be recognition that growth
in an iniifidual is_:elated not ﬂniy té the capacity ﬁﬁigh he has,

but also to the supervisor's capacity to direct workers in the

use of inherent and acquired abilities.

The evaluation conference for rating pu:pases is periadlc and should

prccedure. Both supervisar and warker should prepare for it in
advancé;= The supervisor may need to help the worker organize him-
self for it. The supervisor's preparatisn shauld-;ncluﬂe some
reflection as to ways his own asttitudes may have affectgd the

werker 8 perfarmanee.

A}frgﬁewgrk for the evaluation conference would include:

a. .What are the tasks to be evaluated?

b. IndividggliSing the worker ~- where is he in his performance
of these tagks;;wﬁat'gre the gfeaa in which he needs to

rfimpfgié?

e, lEstaElishig pléﬁ for helping !—'estabiish the priorities.

. d. 4Céniugt the conference.

e. Record the conference. . -
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f. Confirm goals and accomplishments reached and new goals

to be attained.

€. Plan for next conference.

(1) What is:expezted of supervisor?
(2) ’Wﬁat is expected of worker?

6. Clarification ﬁfrggenéy policy: regarding %#gluati@n as it
relatés-ta ratiég for pr@matign,ﬁf staff, and other personnel
acfiéns. ”

T, Gisrificaticn of termin;légy gnd items on any forms used by

: the agency in the evalustive process.
§  Many ‘agencies use a fsrﬁ,ta.efaluate staff, If so, these
; - should Ee‘raﬁiewed witﬁ'the tfainées:sa'that_eaeh itém
H and its relatienship to the speciflc,tasks of the wcrker
is clearly unierataad There is no place in the supervisgry
_role where understanding of Egggi requiréd of the workers
is’mcre impgrtant than at this part;cular time. Without
it abjective Judgments cannat be made. -
It i;_;uggésteé #ﬁat,tﬁg.termﬁgtieﬁgths sndsyggknégﬁes“
‘ bé changed ta_"stfengths ﬁﬁi"ﬁreas whererimpravement is
. needed.'" The term "veakness" is é'negativé one and seems to

1 ~indicate an inherent guality.‘ Kg}agégliEES'tq think of

himsélf as véakg
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Rescurces to workers to prepare Jor promotion

‘This is especially important if workers are from the client

or non-professional groups. To what other jab; can they '

move in the ggénéy if thej are ﬁ@t.able to perfarm_satisfsgtarily
aé_gn income meintenance worker? If they ﬁerfqri satisfactorily
as an iﬁggme maintenance ﬁ@:ker; can they move up to being a

supervisor? - Are thsré.ather Jobs in the agency that are consldered -

a promotion in which they can make use of the knowledge, trainiﬂg

and skills that they have developed as a worker.

,WhSt educational resources does the agency have to helﬁ workers

move up the eaféer‘ladier?

=

The &gency?sistaéaafds fcr measuring the_?@rkers readiness for
consultation (rather than daily supervision) and plan Jor
preparing a worker for this?

Use of the evaluation of a vérker'bj the superviséf in terms

~ of his own performance as a supervisor.

Opportunities fér_warkers to evaluate supervisors.
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SUGGESTED UTILIZATION OF POINTS OF EMPHASIS -

1—

5.

Discuss agency policy régarﬂing evaluation and clarify all terms.

(Examﬁle* strength, weakness') (effectiveness in - ab;lity to --).

Be sure the supervisar seas . re;gtianshlp ta tasks asslgned Include

areas that require abjegtlve and subjective judgments

Discuss resaurces ava;lable to vorkers to prepare for pramatlan‘
a. Requiremenus

b.. How is;wcrker informed

Have group develop an individualization chart that will be a bench

mark for a worker and relate this to the agency's evaluation form

or any athéfrcﬁtlines_they may use. Refer to Chart I, Section IV.

What other items should be added?

. Have,gfaﬁé make ﬁp a'ﬁlan'far'preparing'far'an evaluation identifying

the resources ava;lable far this (n@tehgak rece:ds individualization

chart),

Eeview tha,eléments in'the relgtianship (SEEtiGﬂVIV) and have group
Edentify ways in which th:y are aubtly vialaﬁei by sugervisars it

nat cﬂnsciaugly agplied.

 (Examp1e: The Eupervisar reacts negatively tc the warker exgressign

cf neg&tive feelings )
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Give group a situation in which termination of emplaymént is

required. Have the group develop & plan for interviewing including

points to be included.

Do role play;ng around termination of employment. Give the trainee
who takes thé part af the ‘worker speciflc instructions as to his
role. For example; Have one "worker" be rather passive; have

another "worker" be aggressive.

Review agency's criteria for use of consultation by workers rathéf
than supervision. If agency has no eriteria, have group develop . -

it.

Have trainees develep a selfeevaluaticn chart based on the kngwlgdge.

and skills defined in their own jgb descriptians Include (1) use

‘of ;nd;viduallzat;an chartrfgr themselves;'(2)'1isting'§asitive

qualities in supervisors they have encountered from their own

experiences; and (3) listing undesirable qualities encountered from

own experience.

Séleet several of the items on which supervisars are rated and

'analyze haw their perfgrmange relates tg the—jab perfarmance of &

warker and haw this affeets the evaluatian.

(Example:',"Effeetiveness in 1nstructing,:trainiﬁg"anﬂ'develépiﬁg

:'Eubariinates in the wark " "effegtiveness in ﬂelegating clearly



PUBLIC RELATIONS

PUEPDéE
Publ;n ‘Relatiomns nnd Publin Infnrmnt;nn are of v;tnl 1mpnrtnnne tn the

- _ ngnnny.. Everynne knows that  "bad" Publin Relat;nnn and Public Infnrmntlnn_
affects the mnrnné of the ngnnny; Every member nf the staff nhnuld sne

thinkin'fnlntinn tn himself and hnwrhe can help. The separation of givlng

financial assistence from ~ther services may cause frngmentntlnn of

'intnrpfétntinn of ﬁhé agency s,pnng;nn unless special attention is g;véni

' The Income Maintenance wnrknr will nnéa'hnlp in f51nting his 1imi£nd5_
rfunntinn to the tntnl agency prngrnm nf 1nter§rntntinn 88 he comes in
nnntnct with thn pnblin. Incnme Mnintennnnn supnrv;nnrn mny be: nnllndr
upnn tn 1nterprnt prngrnmn nt n VErlety of mnetingn, or tn prnéunn,
ngenific mntnrinl fnr Puhlic Infnrmntlnn or fnr Bnnrdn for policy

'ﬂenininnn. Bennunn publin welfnrn in tnking on mnre renpnnn;b;lity fnr

.nnrvicns thnt are unrnlntnn tn finanninl nnnintnnne ‘and are provided to

: ’ ‘a brnnder section. nf the cnnmunity, it bennmen very imgnrtnnt rnr the
Income Mnintennnce wnrkern and Innnmn Mnintennnnn snpervisnrn tn
- understand their role in this, The appliennt‘s first :nntnct with the

! | ‘agency will undoubtedly be through the Income Maintenance program,




BT

1i

2.

SECTION XI
PAGE 2

OBJECTIVES

To accept responsibility for projecting image of agency.

To understand the "what" of Public Relstions.

' To understand Public Information in relation to confidentiality.

To carry out his responsibility for Public Relations.




POINTS OF EMPHASIS

1. In general theré_is a misunderstanding of the terms "public

information" and "public relations."

I terms are nct Eyncnymaus. Publlc 1nfarmat;a is dissemination

o

5f information to the Publie,- 1t is an integral gart of a public
fe;ati’ ns prcgram ' Miscénceptlans about. pubilc welfare are many
times attributive to lack of 1nfarmatign rather than to mis;nfarma=

tion.

Public welfare e;iéts EQAPIGViiE finaneial aide and sociml services.

How effectively it carries out its respansibility depenis in large

part on how much the.public knawa abaut public ve lfaferactiiitiési

ThE‘AﬂEI;Egﬂ peag,e ent the emplaymEﬁt by gavarnment of per rsons ° -

ta prapagandige them - ta try ta mold the;r aplnian. They are

equally resentful 1f 1nfarmatlan is wlﬁhheli-. The functign of the
.~ publie welfaré 1nfarmatign ser vie i natrta prapagandi;e or to

influence, but tg explaln the agency prcgram and agcaunt far

eipendituresi

Information sérvige-alcne cannat build the. publie 8 apinign of
P o ‘i publié‘ 1fare, but 1t daes plan an essentlal ‘role in. fﬂrming that
Vgpiniﬂn in the same way that gaai gdministratian ani campetént
stgff help fgrm public cpinign. The publlc 5 apiﬁian af an agency
haulé be high on: the priarity 115t af agenéy cangerna and the
ntmféuﬁdatiannaf such an cpinian begins withln the agency with pra— 

’—”fessianal att;tudes ‘on cﬁaperatiﬂn and -an. esprit de carps. B
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Publ;c relations is a total prcgram of the agency's reiat;ansh;ps
that create and maintalﬁ the good will and the cooperation of the

individuals and organizations with whom the agEﬁgy werhsi

This good will is built in not by Just one thing but involves

many. For example --

of services given by the ageney?

.ﬁha# ig the Lygiiﬁ

In wha£ mangg? ié iﬁ giveﬁ?

ﬁaw afé pé@ple who come to therag§ﬁey‘rééeiVéi?

What imPreséiGn éé people get thraughvaiceéofer the’
'»teleghgné? 7 | |

What do the letters reflect in the way of content and tone?

"Flrst impressi@ns are lasting" is a fréquent quote, What impressians

~does the- agency give through the appearanee of the affice, of §he

:'staff af the aetians cf the staff

Peaple frequently make haEty Judgmgnts or jump to eanclusians after

8 first c@ﬂtae If thia is a nggative Judgment we may never have

’the eppartunity ta earrect it.

While the Dire;ter af the agency hgs the reapansibility fgr

'develcping the publig ralatians and public in:crmaticn pr@gr&ms fsr

fthe ageney as-a whale, the superviacr daea have respansiﬁility rgr

&

3

i
i




éreatlng the agengy 'sg 1mage. Suech things as using

,casgé the supervisor has. resp3331§1;1t§ far evaluatln

!sﬁppérting ﬁggitivglf the worker.

—; Th§'5gaErvisQr, thrsugh her repfesentatlaﬂ

'agency 's. gaals and servlc

ragency prcgrams= gency ggals and ghilgsaphy

;inte:estiﬁgly,

'Geﬂtaetg'alsﬂ of cultural differences that m
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he 1plng workers recognize the impartance of their- hehaviar in

the teiéphgﬁe

_appr;;priatelyi h31ng cgurtegus, and helpful, reflect upon the

agency .
While the warker has res§§351b;Lity for acti@h on an'inaiviiugl
g and

E“f 7 :
;f,theﬂégéﬂcy'at a
variétyrgf me%ﬁlngg, is in a strategi: P 1ti n tg intér?fet the
S. Pgsitive att;tudesi kngwledge of
are bggig ta gafryii

out this funct;cnj It alsa helPs to Ee able ta-ﬁalkhébcut_it

The gupéersﬂr needs ta ‘be aware gf the attitudes regarﬂing

publ;: welfare gf each partigular gréup with wham she :ﬂmEE iﬂ

ay afféct attituaﬁs

The su@ér#isar must be abie tg prévide infﬂrmatiaﬂ regaréing th-

agency g' grgm.vh?ﬁ a specifié éase is ‘under._ :ansidgratian wi

- out vialating thé client‘s céﬁfidentiality. ‘ :7';  ’7i S
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SUGGESTED UTILIZATION OF POINTS OF EMPHASIS
1. Define Public Relations and Public Information and clarify

supervisor's responsibility for each.

2. Have trainees formulate in words the public image to be projected

through the agency's progran.

3. Have each trainee select a prominent store or business in the
county or nationally and analyze what creates its "good image,"
its "poor image." What do they think went into each? What of this

could they translate into their own agency?

4. Have group list the ways in which we can unconsciously contribute

st ways we can do a better job.

=

to poor public relations. L

5. BSelect a case that caused adverse feeling in the county. How was

it handled? Who did what? Result? In retrospect, how could it

have been better handled.
6. Have each trainee plan an interpretive talk regarding the agency

to the local Business énd Professional Club., Include what the

content should be and why. How would content differ if this were




‘Another resau:ce is the Perscnnel Ser;es Published by ‘the Amerlcaﬁ S ,

§ Ma.nagement Assaciatlan, ;ELE Braadway, New Igrk 35 N EL IQrkAPRQ 1‘3?3

RESOURCE MATERIAL

Tt is assumed that each State Division of Staff Development has

compiled a resource file on supervision per se. The major part of

the present literature relates to casework supervision. Since

the basic principles of casework supervision apply to the function

of the income mairntenance supervisor, selected references will be

helpful to use with this Guide. Each State will need to review

{ts list with this in mind. We do eall ‘to your attention two

articles that we have found especially pértinegt.

1. TRANSITION FROM CASEWORKER TO SUPERVISOR, by Genevieve Slear
Although this article was published in 1949, it is basie. Tt
was published in the Journal of Social Casework, Vol. XXX,

No. I, Jacuary 1949, pp. 25-30.

5. THE USE OF AUTHORITY IN SUPERVISION, by Miss Bernice Orchard

There seems to be very little on supervision written after 1960.

We have rEV1ewed some books written for Business and Industry

Personnel that contain relevant material but find it needs to be

translated into the social welfare fiélégrﬂoné we have found useful is

MANAGEMENT MINDED SUPERVISION, by Bradford B. Boyd.

Publisher: McGraw-Hill, New York 1968. SR
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